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GO-DEGREE FEEDBACK WITH SYSTEMATIC
JACHING: EMPIRICAL ANALYSIS SUGGESTS
WINNING COMBINATION

Fred Luthans and Suzanne J. Peterson

Wanted: High-performance work practices to gain a competitive advantage. An increasingly
common answer to this desperate call is 360-degree prograws; unfortunately, they have, at best,
mixed reviews when emyirically assessed. This study found that a way o improve the effective-
ness of 360s may be to combine thew with coaching focused on enhanced self-awareness and
behavioral management. In a small manufaciurer, this feedback-coaching resulted in improved
manager and employee satisfaction, conmmmitment, intentions to turnover, and at least indivectly,
this firm's performance. This feedback-coaching may be a winning combination to help in the
competitive battles in today’s global econony. © 2004 Wiley Periodicals, Tnc.

Introduction

As managerial jobs become more complex
and multidimensional (London & Beatty,
1993; Varma, Beatty, Schneler, & Ulrich,
1999), organizations are increasingly imple-
menting high-performance work practices
such as 360-degree feedback interventions
in hopes of toproving workplace attitudes
and performance (Atwater, Waldman, &
Brett, 2002; London, 1997; London &
Srnither, 1995; Tornow & London, 1998). A
very recent large survey found that about
one in five firms cwrrently use 360s {Ar-
mour, 2003), These programs are intended
to provide managers with feedback from
multiple sources such as supervisors, peers,
subordinates, and themselves,

To date, the general consensus from re-
search and practice has been that there are
both benefits and potential problems associ-
ated with 360s, especially if used as an eval-
uation system rather than just as a personal
development technique (Brett & Atwater,
2001). DeNist and Griffin (2001) swmnma-
rize the major advantages: (1} they provide
ratees with information on how they are per-
ceived by others; (2) they provide more in-
formation for improvement (by addressing
weaknesses) than any other techoique; and
{3) ratings and feedback from different
groups with special insights can be obtained.
Conversely, the major probleros associated
with 360s have been identified: (1) they pro-
vide an overwhelming amoust of informa-
tion, making it difficult for the ratee 1o ef-
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fectively process all the information; (2) it is
difficult to reconcile the differences between
self-ratings and others’ ratings; and (3) there
is need for help and guidance (e.g., a coach)
to figure out what to do with the conflicting
information. To cooclusion, DeNist and Grif-
fin (2001, p. 243) note that, “although these
systerus are becoming extremely popular,
their effectiveness is still not known.”

Although 360s are widely used by weli-
known organieations {e.g., DuPont, Boeiog,
Iotel, Xerox, FedEx) for both personal develop-
roent and evaluation, our study contributes to
the growing body of knowledge on 360-degree
feedback systems by specifically examioing
their rupact when corobined with systematic
coaching on moanager self-awareness and man-
agers’ and emplovees’ attitudes and, at least in-
directly, performance, We seek to address the
recognized problems of 360s identified above.

The only other directly relevant empiri-
cally based study examining the role of coach-
ing and 360-degree feedback is a very recently
reported study that found that executives who
worked with coaches (as opposed to those who
didn't), based on their multisource feedback,
set more specific goals, were more likely to
share their feedback and solicit ideas from su-
pervisors {but not peers or subordinates), and
had improved performance ratings {Smither,
London, Flautt, Vargas, & Kucine, 2003). Our
study is different in that it is concerned with
the impact of 360-degree feedback combined
with coaching on the target managers’ self-
awareness and outcomes of the managers’ and
employees’ attitudes and, indirectly, organiza-
tional performance. Specifically, we assess the
effectiveness of the feedback-coaching in as-
sisting managers in processing the great
amount of information they are receiving from
the 360s in order to help them reconcile and
develop strategies to reduce the rating discrep-
ancies between themselves and others and
thus enhance seif-awareness, and whether this
self-awareness has an iropact on their own and
thelr ernployees’ job satisfaction and organiza-
tional conumitment.

Background of the Study

The first step in the analysis of the impact of
360-degree feedback and coaching on self-

awareness is to determine the discrepancy
between self-ratings and those of others,
Muost research to date has found a lack of
agreemnent between self-ratings and those
provided hy others {Atwater, Ostroff, Yaro-
marino, & Fleenor, 1998; Johuston & Ferst],
1999). In addition, discrepancies are usually
biased in the direction of self-ratings, ie.,
self~evaluations are higher than those hy
other raters {(e.g., Carnpbell & Lee, 1988;
Yaromarino & Atwater, 1997). This creates a
discrepancy between one’s self-evaluation
and others’ evaluations on various work and
human resources dimensions {Atkins &
Wood, 2002). If indeed there is incongru-
enice between self-ratings and referent oth-
ers’ ratings, we propose that as one’s sell-
awareness increases, the level of discrepancy
between self-assessment and those provided
by referent others (e.g., supervisors, peers,
direct reports) will decrease. This is because
managers who became self-aware of a dis-
crepancy between their self-ratings and oth-
ers’ ratings could, through systematic coach-
ing, eliminate the rating incongruency
{Wohlers & London, 1989).

To date, most applications of 360 pro-
grams assume that simply providing the
surface information to the target manager
is sufficient to reduce any discrepancies,
usually by lowering self-ratings. Impor-
tantly, by contrast, we suggest that the
point of effective 360 programs should not
be to decrease a manager’s nonerroneocus
self-ratings (e.g., through negative self-
doubt}, but instead to increase the ratings
of others over time through improved be-
havior and appropriate actions by the target
manager. 1o accomplish this, we suggest
proactive coaching to enhance the self-
awareness of target managers. This is be-
cause, despite their good intentions, man-
agers may not always have the skills and
knowledge necessary to change their be-
havigrs and actions {(Maurer, Mitchell, &
Barbeite, 2002). Thus, in this study, we de-
signed a systematic coaching intervention
{described in detail below) to increase
managers’ self-awareness. The intent was
that by changing the managers’ behavior
and actions, the result would be a subse-
gquent rating-discrepancy reduction.
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In addition to enbancing the managers’
self-awareness, we also propose that an io-
portant side effect of the coaching that ac-
companies the 360-degree feedback can be a
positive impact on the attitudes of the man-
agers and their employees {(Church, 1997,
Rogers, Rogers, & Metlay, 2002; Walker &
Sroither, 1999). In other words, achieving
the reduced perceptual discrepancies is not
an end in itself; just as important is the pos-
itive impact it can have on personal and em-
ployee outcorses  (Hollenbeck, 1989
Phillips, Hollenbeck, & Hlgen, 1996}, Thus,
managerial behaviors and actions Uuproved
through the self-awareness coaching inter-
vention should not only he recogoized by
others {discrepancy reduction), but shouid
also result in improved attitudes of the target
managers themselves—since they became
aware of the facts, learned how to evaluate
them, and developed effective behavioral re-
sponses—and better attitudes of their em-
ployees — since, due to the change in mana-
gerial behaviors and actions, they operate
under more effective managers and thus
have s favorable attitudinal reaction {Atwa-
ter, Waldman, Atwater, & Cartier, 2000; At-
water et al., 2002; Tsui & Ashford, 1994},

The Field Study

To analyze the impact of self-awareness
coaching used in conjunction with 360-de-
gree feedback, we conducted a field study at a
small manufacturing company located in the
Midwest. Since 1953, this organization has
been a manufacturer of quality tools, plastic
injection molds, and precision-machined
parts for the electronics, communications,
and aerospace industries. To minimize threats
to both internal validity {e.g., resentful demor-
alization, compensatory rivalry, diffusion of
treatment, history, and local history effects)
and external validity {e.g., generalizing to and
across other units), the entire firm was used
as the study site. The relatively small size of
this firn made this approach possible.

Study Participanis

The study participants consisted of 20 man-
agers (president/owner, vice president, plant
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manager, controller, various functional/divi-
sion heads and first-line supervisors) and 67
workers. Both managers and emplovees varied
on their levels of skill, but, in general, were
similar withio and across their respective work
units. On average, the managers were 453
vears old, with 15 years of education and 14
years of company tenure. The emplovees
were, on average, 35 vears old, with 13 years
of education and 8 years of company tenure,
The study was conducted with the full support
of management, including the owner of the
company, The managers were told that the
program would provide them with cooliden-
tial 360-degree feedback on a sumber of
managerial dirsensions with follow-up coach-
ing. The employees were informed that they
were helping in the evaluation of a human re-
sGUrce management program,

Measures

The MFP scale. For the 360-degree feed-
back, we developed a managerial feedback
profile (MEP} based on (a) managerial activ-
ities research (Kotter, 1982; Luthans, 1988;
Mintzberg, 1973; O'Reilly & Pleffer, 2000,
{b) Mann's (1965} classic dimensions of
managerial performance, and (¢} social cog-
nitive theory (e.g., Bandura, 1986, 1997,
1999; Stajkovie, 2003). In particular, re-
search based on observational studies of
managerial work (Kotter, 1982; Luthans,
1988; Mintzberg, 1973) established several
managerial functions {e.g., planning, con-
trolling}, and interpersonal activities such as
communicating and getting input from and
providing feedback to others. Using Mann's
(1965} conceptualizations, research examin-
ing the ratings of managerial effectiveness
{e.g., Mount, Judge, Scullen, Sytsma, & Hesz-
lett, 1998) identified three competence cate-
gories: administrative, human relations, and
techoical. Finally, social cognitive theory
elaborates on the managerial boportance of
self-regulatory mechanisros such as self-
awareness {Bandura, 1999; Stajkovic, 2003;
Wood & Bandura, 1989). From this theoret-
ical background (see also (VReilly & Pfeffer,
2000), we derived a personal responsibility
dimension, defined as exhibiting conirol
over current and future behaviors by taking
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accountability for one’s actions, taking per-
sonal initiative, and being reliable and de-
pendable.

Based on the above theory and research,
we developed the MFP (see Appendix) in-
tended to capture the three factors of mana-
gerial self-regudatory behavior, As shown in
the Appendix, the factors are 1) behavioral
competence (3 items), 2) interpersonal comn-
petence (3 items), and 3} personal responsi-
hility (3 items), The response scale for each
ttem ranged from 1, “never does this,” to 9,
“always does this,” in addition to a “does not
apply” option. Given that the MFP was a pri-
ori theoretically determined, we conducted
second-order confirmatory factor analysis
that did verify the three categories (Bollen,
1989; Kaplan, 2000).

Attitudes. Participants reported on their
job satisfaction, organizational commitment,
and turnover intentions using standardized
meastres with established psychometric
properties. In particular, job satisfaction was
measured using the job descriptive index
(DI} developed by Smith, Kendall, and
Hulin (1969}, which continues to demon-
strate  construct  validity  (Kinicki,
Schriesheim, McKee-Ryan, & Carson,
2002). Four-item scales were used to mea-
sure the extent to which participants were
satisfied with (a} work itself {a = .79), (b) su-
pervision {a = .80}, and (c) co-workers (o =
.79}, Organizational commitment was mea-
sured using the 15-item questionnaire
(OCQ) {a = 91}, developed by Mowday,
Steers, and Porter (1979). Turnover inten-
tions {o = .71) were assessed by three items
adopted from Hom, Griffeth, and Sellaro
(1984).

Study Procedures

The study examined the impact that 360-de-
gree feedback combined with coaching (de-
scribed next) bad on manager self-awareness
{defined as the discrepancy between self-rat-
ings and others’ ratings) and self-attitudes
and employees” attitudes. The MFP and atti-
tude scales data were collected prior to
{Tire 1) and following (Time 2, 3 months
later) the feedback coaching. Five to seven
ratings were available for each manager

ratee: self ratings (# = 20) and a coroposite
referent “other” rating anonymously con-
tributed by supervisors, peers, and direct re-
ports. The sell, supervisors, peers, and direct
reports conopleted the same MFEP scale, ad-
justed for referent language. This MFP and
the attitude measures (satisfaction, commit-
ment, and intention to quit) were adminis-
tered during regular workiog hours to all
managers (n = 20) and others (n = 67) in this
firm.

The Systematic Coaching

After the intiial data collection (Thue 1), the
senior researcher muet with each target man-
ager individually in a coaching session using
the feedback results of the MFP, systemati-
cally structured to enhance self-awareness
by analyzing in detail the results of the rating
discrepancies between the managers and
others. These coaching sessions were com-
pletely confidential, and (by an agreement
with the owner and all managers coached)
were intended for developmental (as opposed
to evaluative) purposes only. Since the re-
suilts of the MIFP were shared only with the
manager in the coaching session, they were
genuinely received. To minimize the
actor/observer bias and to control for the
process variance {Stajkovic & Luthans,
2001}, the same coach met with all man-
agers and systematically followed the exact
same pattern in terms of structure and con-
tent,

The purpose of this coaching session was
to establish the manager’s self-awareness of
the discrepancy between self- and referent
other ratings on the MFP. In particular, the
coach first presented to the managers the
quantitative results of the MFP scale. In
comparison to self-ratings, to maintain the
promised strict confidentiality, all the refer-
ent others’ ratings were presented as an ag-
gregate average. Otherwise, if presented as
separate ratings, the managers would likely
know whom the supervisor or subordinates
were, and that would viclate the confiden-
tiality agreernent and the truthfulness of the
feedback data. For each of the nine MFP
items, self-score, others’ score (including
standard deviation), and a difference score
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were presented to the manager. These scores
were carefully explained by the coach, and
the standard deviation of the others’ score
was also gone over to convey to the manager
il there was fairly uniform or diverse agree-
ment among others on each factor. Farther-
more, a “spider” diagraro showing “self” and
“referent others” ratings plotted in different
colors along the nine items scaled on the
measure anchor values were provided to the
participants. In other words, very thorough
discrepancy analysis was confidentially done
with each rnanager to go beyoad typical sur-
face feedback sessions to assure heightened
self-awareness.

Whereas the major purpose of the
coaching session was to make sure that the
manager was aware of the rating discrepancy
{“what has happened”), another goal was to
have them gain awareness of what and why
the results came out the way they did.
Specifically, the target managers were asked
about, and facilitated by the coach to reflect
back and analyze, both their experiences and
thought processes along the lines of the
three MFP factors. Specifically, they were
asked to (a) constructively address every item
discrepancy {e.g., “Why do vou think others
feel that you are not providing encugh feed-
backr”}, and (b) verbalize an illustrative ac-
tual example for each item discrepancy (“1
only provide emotional impressions instead
of objective performance data”). Next, the
discussion with the coach focused on the
analysis of each item discrepancy and related
example provided by the manager. The pur-
pose here was to have each manager gener-
ate new knowledge about their work environ-
ment {(why others reacted the way they did),
and themselves {(what could 1 have done dif-
ferently). However, while providing meaning
to past experiences, self-awareness does not
necessarily translate new knowledge into fu-
ture behavioral intentions (Bandura, 2001).

The last step in this systematic coaching
was to help managers direct the knowledge
gained from the increased self-awareness to-
ward subsequent behaviors and actions by
developing an answer to the following ques-
tion: What can | do in the future with what {
have learned about royself? Specifically, the
coach first asked the manager (and facili-
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tated hirm/her) to summarize the koowledge
gained so far ("l now know that I need to
draw relevant data froo the quarterly reports
in order to give more objective feedback”).
Second, the manager was next asked to sep-
arate “facts from fiction.” This part of the
coaching was based on Seligman’s (1993) re-
search emphasizing the importasce of un-
derstanding what can {e.g., managerial he-
havior) and what cannot (at least easily) be
changed given the circumstances (“Produc-
tion, hut oot profitability data, is available to
rne {0 share with others”). Third, building oo
this dislogue, the manager was then helped
to select an appropriate course of action re-
garding each item discussed (I must start
providing feedback based on objective data”}.
Lastly, the manager was assisted in under-
standing the necessary antecedents {e.g.,
more learning, needed resources) and poten-
tial consequences of each course of action
discussed (e.g., more workicad, increased re-
sponsibility).

The last phase of the coaching session
focused on the manager being aware of tak-
ing sell-responsibility for improvement and
how to do it (see Stajkovic, 2003). As Pleffer
{1993, 1998) has repeatedly noted, although
many times managers know what they are
supposed to do (e.g., provide timely and use-
ful feedback), they may not know how to do
it (application of behavior management prin-
ciples). Thus, the fact that ineffective mana-
gerial practices result in poor attitudes and
performance is “not related to instability in
underlying principles of human behavior;
more fikely, it is caused by ... incomplete
knowledge of basic social science ... [and]
what we know about behavior” (Pfeffer,
1993, p. 60). As a result, although manage-
rial actions are meant to improve emplovee
hehavior, they are often aimed at “the wrong
behavior” (Lawler, 1990, p. 38).

To address this “how to” part of the sys-
ternatic coaching, the ranagers were taught
the key application principles of behavioral
management {see Luthans & Kreitner, 1985;
Luthans & Stajkovic, 1999). Managers were
first instructed on how to clearly identily the
hehaviors critical to the task at hand {e.g,,
properly setting up the production run). They
were next trained in obtaining the accurate
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data for the identified performance hehav-
iors. The purpose here was to highlight the

importance of getting objective measures of

critical behaviors under existing conditions.
Finally, managers were instructed in perform-
ing a functional analysis, which involved
identiving the antecedents and the desirable
consequences of the behavior(s) they first
identified, Each coaching session then always
ended on a positive, enthusiastic note.

Follow-Up Checks

To reinforce the systematic coaching session,
and as a type of manipulation check, the re-
searchees randomly conducted one-on-one
follow-up visits with each of the participasts
antil the end of the study, After briefly re-
viewing the manager's MFP results and the
discussion from the coaching session, the re-
searcher would probe the manager with
questions as to whether this individual re-
membered and was implementing the coach-
ing received on the job, This qualitative
analysis revealed that the managers did re-
member and, importantly, were generally on
track in successfully implementing the
coaching received.

The Method of Analysis

We used a simple pre- and postdesign, but
with no control group; we do not have a true
experiment and thus this limits the conclu-
sions that can be drawn. While the design al-
lowed us to examine the change in job atti-
tudes, organizational commitment, and
turnover intentions after the feedback-
coaching, the absence of a control group le-
gitimately raises the question of attributing
the results to alternative explanations other
than the feedback-coaching itself. However,
as Sackett and Mullen (1993, p. 614) point
out, “In light of the very real constraints ...
for many organizations, evaluation via formal
experimental design is simply not feasible.”
In situations like this, Goldstein {1986, p.
144} suggests to “choose the most rigorous
design possible and to be aware of its limita-
tions.” This is the approach taken here.

As in much previous research on training
evaluations {e.g., Arvey, Cole, Hazucha, &

Hartanto, 1985; Sackett & Mullen, 1993),
the constraint of not including a control
group in our study was the population of only
N = 87 available in this organization. Sackett
and Mullen (1993, p. 624) explicate this sit-
paticn by noting that “... we see no ready
raechanism {or combating the low statistical
power of the true experimental design in the
seiting where N is constrained. Thus, we
suggest that there may be settings io which
pre-experimental designs should be chosen
over true experimental designs” For in-
stance, had we split the sample size in two o
create a control group, we would have ruled
out the ambiguity regarding potential alter-
oative explanations, but in terms of power,
“the true experimental design {would have
been] strikingly inadequate” (Sackett &
Mullen, 1993, p. 624), This is because the
power of the experiment would have gone
down from .98 as present in this study (for N
= 80 [87 in our study} d = .5, ry = .3} to .59
{for ne = 40 and . = 40 {43.5 in our study],
d = .3, ry = .3), 2 40% reduction in probabil-
ity of correctly rejecting the null hypothesis
when it is false {Arvey & Cole, 1989; Arvey et
al., 1985; Cohen, 1988; Sackett & Mullen,
1993},

In summary, while we recognize that an
experimental design would have been the
preferred strategy, we also agree with Sackett
and Mullen (1993, p. 621), who note,
“When it is not possible we still advocate at-
tempting an evaluation, even if all that is
possible is a pre-experimental design. We
argue that a pre-experimental design, paired
with careful investigation into the plausibil-
ity of various threats, is still better than neo
evaluation at all.” Thus, we next specifically
examine the potential threats to the internal
validity of our study.

Threats to Internal Validivy

History and local history. The same general
and internal local environment, with no
noteworthy events, for all study participants
likely prevented any biasing impact of history
and local history effects. Given the design we
used, we had an attentive eve on the history
effect both in the planning stages of imple-
menting the intervention and during the ac-
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tual intervention. Since this was a relatively
sroall organization, we had close knowledge
of all aspects of this firm through numerous
contacts, including the coaching sessions
and follow-up manipulation checks with the
managers. Specifically, this organization was
{a) producing the sarne products, (b) had no
unico activity, (¢) had the same equipment
and technological processes, and (d) had no
significant turnovers during the timefrarne of
this study. In addition, we further controlled
for the local history effect by {a) having the
coaching sessicos relatively constant for all
managers, (b) having the sare person train
all managers, and {¢} conducting the study in
the sare local environmest,

To double-check everything after the
study was over, we again made several con-
tacts with the company, We first discussed
what we report above, and then we specifi-
cally asked them to (a) reassess if there were
any other unusual external (history) or inter-
nal conditions (focal history) that could have
influenced the results and (b) double-check
personnel and business records for any out-
of-the-ordinary patterns of recorded activity
within the company (e.g., union organizing
activity, change in technology, downsizing or
expansion} or in terms of the company’s rela-
tions with its partners {e.g., suppliers, ven-
dors, etc.). Again, no noteworthy events {in-
ternally or externally) were identified.

Other threats. Selection artifacts appear
implausible since all managers and employ-
ees in this company participated in the study.
Ambiguity about the direction of causal ef-
fects is ruled out since we only used feed-
back-coaching as a treatment. Instrumenta-
tion can be minimized since we used the
same standardized attitude measures both
pre- and posttest, While pretest moeasures can
potentially sensitize participants to the
posttest, enough time passed from pre- to
posttesting that we feel confident exposure to
the pretest did not influence posttest attitude
or bebavioral changes. We also designed our
study to only include participants who were
present during both baseline and intervention
periods, thus preventing the mortality effect.
Regarding maturation, all participants in our
study had a relatively similar experience and
were engaged in the same intervention
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fength, which is not long enough for any per-
sonality changes. To some extent, maturation
was a desired effect since our goal was to in-
crease self-awareness. Self-awareness is a
natural process that occurs over time, and
thus could be classified as a formo of matura-
tion that we hoped to see as new attitudes or
behaviors become associated with the new
environment after the feedhack-coaching.
Resentful demoralization, compensatory ri-
valry, and diffusion of treatroent could also he
rided out since all the managers received the
training under confidential conditions and no
one was left out.

Besults of the Study

Self and Referent Other Rating
Discrepuncies

Table I shows descriptive statistics and com-
plete results of the between-group analysis
for each MFP {actor. In accordance with pre-
vious research on 360s, results at baseline
{Time 1) revealed a significant difference be-
tween self {managers) and referent other rat-
ings on all three factors of behavioral com-
petency {f= 3,32, p<(.01), interpersonal
competency { = 6.60, p < .01), and per-
sonal responsibility (& = 2.29, p <0 .05). As
expected, the manager’s self-ratings were
higher than the ratings given by others. Re-
sults after the feedback-coaching interven-
tion {(Time 2) showed no difference between
self-ratings and other’s ratings on all three
factors of behavioral competency (t = .06,

n.s.}, interpersonal competency (# = 1.26,
1.5.}, and personal responsibility (¢ = 06,

n.s.). This finding supports that the feed-
back, combined with the systematic coach-
ing, did indeed seem to enhance self-aware-
ness of the managers in the studw.

A within-group analysis over time, pre-
senited in Table 11, shows that the self-ratings
of managers remained statistically the same
on all three factors of behavioral competency
(¢ = =73, n.s.), interpersonal cornpetency (i
= —.32, n.s.), and personal responsibility (t =
1.18, n.5.). On the other hand, the ratings of
others significantly increased on two of the
three factors of behavioral competency (i =
-3.7%, p << .01) and interpersonal compe-
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Between-Group Analysis of the Rating Discrepancy Between Managers and Referent Others

on Bach Factor of the Managerial Feedback Profile (MFP)

Cactor 1
Behavioral Competence

SR ER

Time 1

3 7.21 6.34

P .82 .84

& 3.32%%
Time 2

O 7.35 7.33

& 61 79

8 06 n.s.

Intevpersonal Competence

Factor 3
Personal Responsibility

Factor 2

SR BR SR RR
7.42 6.12 7.72 7.14
.65 60 57 55
&.60%% 2.29%
7.4% 7.24 7.48 7.38
71 54 72 .53

1.26 n.s. 06 s,

Note: The t valaes vefer to the between-group comparisons between seif-ratings of managers {SB) and referent ratings of
others {RR) for both Time I and Time 2 of the experiment. For every factor at both 'T1 and 12, N for SR = 20. To ensure
paired comparisons, N for RR was also 20 {(combined} chservations (df for each comparisen = 38) in the analysis. How-

ever, the number of shservations that went into each BR is larger, for it averages diffevent ratings from supervisors, peers,

and direct reports. In total, there were 20 superiors (ene for each manager), 31 peers (1-2 for each manager; 0 = 1.7)
and, 67 direct veports {2—4 for each manager; ¢ = 2.4). Thus, the average N for RR = 102, with a vange of N = 80t N

= 140 {per the breakdown of other observations reported in this note}.

* Independent t-test.

Y 5. p < 0

tency (¢ = ~3.56, p < 01}, and was in the
right direction on personal responsibility (¢ =
~1.72, p = 051). These results affirmed that
the feedback-coaching did not seem to lead
to discrepancy reduction by lowering the
self-ratings through negative self-doubt; in-
stead, the discrepancy was eliminated by
positively raising the others’ ratings of the
2Nagers.

Self and Employee Attitudes

Table HI shows that for both the managers
and their employees, work attitudes signifi-
cantly improved following the feedback-
coaching. In particular, for the managers’ job
satisfaction, there was a significant increase
in satisfaction with work itself (6.10 to
10.25, ¢ = =7.25, p << .01}, supervision {5.25
to 9.75, 1 = -6.10, p < .01), and coworkers
(5.70 to 10.55, ¢ = -3.79, p < .01 ). Man-
agers’ organizational commitment also signif-
icantly increased (62,10 to 86.50, ¢ =
~12.44, p < .01), and their turnover inten-
tions decreased significantly from baseline 1o
postintervention period {11.70 to 3.75, 1 =

6.62, p << 01). Following the pattern of re-
sults for the managers, the employees’ job
satisfaction significantly increased, as shown
by employee satisfaction with work (4.80 to
6.50, t = —4.02, p <T 01), supervision {6.00
to 8.28, t = —-5.37, p < .01} and co-workers
{4.84 to 7.84, t = —6.12, p < .01). Employ-
ees’ organizational commitment significantly
increased (67.06 to 76,41, t = ~4.70, p <
01}, and turnover intentions significantly
decreased (9.99 to 8.03, ¢ = 3.81, p < .01},
Thus, these results indicate that the 360-de-
gree feedback combined with the systematic
coaching did seem to have a positive impact
on both the managers’ and their employees’
work attitudes.

Discussion

The purpose of this study was to empirically
analyze in a field setting the effects that 360-
degree feedback combined with systeratic
coaching had on target managers’ self-aware-
ness and attitudes and their ernployees’ atti-
tudes. By combining the systematic coaching
with a 360-degree program, we hope to have
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Within-Group Analysis of the Rating Discrepancy Between Managers and Referent Others
on Each Factor of the Managerial Feedback Profide (MFP)

Factor 1 Factor 2 Factor 3
Behavioral Compeience Interpersonal Competence Personal Responsibility
Time | Time 2 Time I Time 2 Time 1 Time 2
Self-Ratings of Managers
4] 7.21 7.35 7.42 7.4% 7.72 7.40
¢ 82 62 H5 71 98 72
¢ =73 w5 .32 15, 118 n.s,
Referent Ratings of Others
0 6.33 7.33 6.12 7.24 7.14 7.39
& .54 79 60 .54 55 53
£ ~3.79%% ~5.56%% -3.737

Note: The t values rvefer to the within-group comparisons between self-ratings of managers from Tune 1 to Thme 2, and
referent ratings of others from Time 1 to Time 2. For every factor at both Time 1 and Time 2, N for self-ratings of man-
agers = 20. To ensure paired comparisons, N for referent ratings of others was also 24 (comhired) observations {df for
each comparison = 38) in the analysis. However, the number of sbsemvations that went into each referent vating of oth-
ers is larger, for it averages different ratings from supervisors, peers, and direct reports. In total, there were 20 s.lpuif-'-‘s
(one for cach manager), 31 peers (1-2 for each nmrmgrr G = 1.7) 67 direct veports {2—4 for each manager; 0 = 2.4).

Thus, the average N for RR = 102, with a range of N = 80 to N = 140 (per the breakdown of other ubservatmns re-
ported o this note).

1
bt

* Dependent t-test. ¥ p<T .01 F p <0 .05, * p < .06 (this value was p = .0

Attitude Measures Before and After Feedback-Coaching for Both Managers and Employees

Job Satisfaction  Job Satisfaction Job Satisfaction Organizational Turnover
with Work with Supervision with Coworkers Commttment Tntentions®
Time I Time 2 Time I Time 2 Time I Time 2 Time I Time 2 Timel Time2
Managers
0 6.10 10.25 5.25 9.75 5.7 10.55 62.10 86,50 11.70 5.75
P 2.07 1.58 1.33 3.35 92 5.6% 6.64 4.72 2.92 3.29
£ —7.25%% —6.30%* —3.79%¥ —12.44%% G623
Eroplovees
0 4.80 6.50 6.00 8.28 4.84 7.84 a7.06 7641 9.99 8.03
& 2.04 3.04 2.80 2.96 2.38 3.16 11.97 313.25 4.02 3.33
£ —4.02%* —5.37%* —6.12%* —4.7G%* 3.81%%

Note: The ¢ values are for the Time 1 and Time 2 phases of the experiment for each variable. For every variable at both
times N managers = 20 (df = 19), and N emplovees = 67 {df = 66). Time | = pre-intervention, Thne 2 = postintervention.

* Lower scores indicate improvement; PDependent t-test. ** p < 01,

initiated the change in focus from the ques-  of 360-degree feedback on work attitudes,
tion of whether 360-degree feedback is really  turnover, and, eventually, performance.

applicable and useful to today’s challenges Increasingly, the real value of 360-degree
facing organizations, to more specific re-  feedback is being questioned {Armour, 2003;
search guestions and application guidelines London, Smither, & Adsit, 1997; Waldman,
regarding the nature, structure, and impact Atwater, & Antonioni, 1998). However, by
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providing new initiatives such as combining
it with systernatic coaching, as used in this
study, the positive benefits of a 360 program
may yet be realized. Specifically, this study
found that there seems to be much more in-
volved in positively impacting rmanagers by a
360 program than just providing simple feed-
back and expecting managers to change (see
Kluger & DeNisi, 1996},

Two important lessons can be derived
from the results of this study. First, for 360
programs to have a positive opact, the tar-
get managers may need systematic (:x)aching
along with the 360-degree feedback in order
to gain self-awareness and have a positive
trapact on self- and others’ work satisfaction,
organizational cornmitment, and istention to
turnover. As Bandura {1999, p, 154) states
regarding the importance of linking cognitive
processes such as self-awareness to action:

The recent years have witnessed the resur-
gence of interest in self-referent phenomena,
Self processes have come to pervade diverse
domains of psychology because most external
influences {such as feedback—as defined by
Kluger & DeNisi, 1996] affect human func-
tioning through intermediary self processes
rather than directly. The self system thus
lies at the heart of causal processes.

Thus, we suggest that 360-degree feed-
back, combined with coaching aimed at en-
hancing self-awareness, may lead to im-
proved self and employee attitudes and
eventually even improved performance.

Practical Implications for Performance
Improvement

Combining coaching with 360-degree pro-
grams may benefit today’s cost-conscious
human resource management in at least
three ways. First, developing the coaching as
used in this study may help overcome some
of the problems associated with 360s such
as processing the feedback information,
dealing with the self and other discrepan-
cies, and what to do with the information to
become more effective {Antonioni, 1996,
DeNisi & Griffin, 2001; Stajkovie, 2003;
Waldman et al, 1998). Second, showing

that feedback-coaching had a positive effect on
work attitudes and intentions to quit can help
roanagers not only roeet the challenge of im-
proving 360-degree prograos, but also reduce
cost through decreased turnover and improved
job satisfaction and organizational cormmit-
rment that are related to performance.
Mitchell, Holiom, Lee, Sablynski, & Free
{2001, p. 1102) recently noted that “intent to
{eave is the direct antecedent to turmover,” and
there is increasing evidence that job satisfac-
tion (Judge, Thoresen, Bono, & Patton, 2001)
and commitiment (Meyer & Allen, 1997;
Beokhoff, 1997) are related to perfommance.
Besides the possible indirect perfor-
mance effects of satisfaction and commit-
ruent, the present study also provided more
direct performance implications from feed-
back-coaching. Specifically, we found that
archivally gathered organizational perfor-
mance {(i.e., sales revenue, unit-level produc-
tion quality, and customer satisfaction rat-
ings) significantly increased from right
before the feedback-coaching (Time 1} to the
three-month period following the feedback-
coaching (Time 2}, To control for a seasonal-
ity effect, we found that these overall perfor-
mance outcomes had oot improved during
the same time period of the previous yean
However, because individual level-perfor-
mance measures were not available, these or-
ganizational level-performance measures
were deemed to not be controlled enough to
rule out alternative explanations. Although
we did not include these very positive perfor-
mance outcomes in our analysis, these find-
ings do nevertheless lend at least initial sup-
port for the value that feedback-coaching
may have, not only on work attitudes and
turnover, but also on performance outcomes.
Another potentially interesting implica-
tion of our study would be the delivery of the
feedback-systernatic coaching to a greater
number of managers in large organizations.
Specifically, in this research study we did
one-on-one coaching to assure attention fo
both pumeric and, importantly, systemic con-
tent details; confidentiality; and favorable (no
direct public exposure) reaction of managers
in terms of accepting the entire program.
However, the one-on-one mode of coaching
delivery may put a strain on resources for big-
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ger companies since they may have a large
number of rmanagers involved in a 360 pro-
graot at one point in time—and not necessar-
ily at the same place. With todav's informa-
tion technology, we suggest that the
feedback-coaching as used in this study could
be adapted for the Web or intranet and deliv-
ered online (see Cabmcross, 2002 for method
details), Briefly, the 360 data could st he
confidentially collected through electronic
servey techniques (see Simsek & Veiga,
2000), then analyzed (which could also be
autarpatic), and, [inally, the one-on-one
coaching could even be delivered through
electronic conferencing {e.g., Web caros, one-
on-one chat rooms, net video calls).

Limitations and Conclusion

Given that our field study did not employ a
control group and thus was not a true experi-
ment, the Hawthorne effect and/or demand
characteristics may be raised as alternative ex-
planations of the obtained results. However,
we planned in advance several steps to mini-
mize the potential for alternative explanations.
In particular, we believe that the underlying
perspective of the systematic coaching ses-
sions was not conducive for a Hawthorne ef-
fect. First, managers knew that they were re-
ceiving the attention of the coach because
they, on average, had a significant self-biased
mismatch with what others thought about
their management style. Thus, throughout,
the coaching sessions encouraged the tone of
“need for improvement and development” on
the part of managers, rather than typical “lav-
ished with attention” Hawthorne effect. See-
ond, one may suggest that the information on
self-biased mismatch may have itself resulted
in managers changing their ratings to match
those of others. However, our results show
{see Table ) that the within-group self-rat-
ing of managers (from Time 1 to Time 2) did
not change, whereas the rating of others in-
creased for each MFP factor, suggesting an
actual change in managers’ behaviors and
the resulting positive reaction of others to
that change.

Regarding demand characteristics, the
coaching was designed to clearly emphasize
self-awareness, not personal attributes or

360-Diegree Feedback with Systematic Coaching  » 253

previous accomplishments of the managers.
in fact, based on the researcher-coach’s di-
rect ohservations, managers frequently ex-
pressed interest to learn more and improve
their hehaviors and actions. While it is hard
in any field study to get to the bottom of
whether the intervention (instead of the ex-
peciation of change) was really behind the
change (Eden & Aviram, 1993), we suggest
that it would be difficult for the changes ob-
served to be due entirely to derand charac-
teristics, as changes were also found in the
measured performance outcomes (e.g., rev-
enues), which canoot happen just by thiok-
ing they might have (see Schwah, 1999),
Although we noted the recently reported
Smither et al. {2003) study which indicated
that executive coaching may enhance the
alue of multisource feedback, our study rep-
resents the first time that empirical analysis
was conducted on combining coaching sys-
tematically based on social cognitive, self-
awareness processes {Bandura, 1999, 2001;
Stajkovic, 2003) and behavioral management
{Luthans & Kreitner, 1985; Luthans & Sta-
jkovic, 1999}, with a 360 program. The posi-
tive impact of this feedback-coaching on job
satisfaction, commitment, and turnover inten-
tions is again gaining the center stage in the-
ories of work motivation {Ambrose & Kulik,
1999) and high-performance work practices,
but has, surprisingly, been neglected in multi-
source feedback research and application. As
organizations are increasingly looking to
huiman resources as their sustainable compet-
itive advantage (Pleffer, 1993, 1998), they are
quickly realizing the benefits of satistied and
committed employees at all levels (Judge et
al., 2001; O'Reilly & Pfeffer, 2000). We feel
that the findings of this study may help take a
small step toward the complex quest for gain-
ing a competitive advantage through peaple.
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APPENDIX
Managerial Feedback Profile (MFP)

Factor 1: Behavioral Competence

ftera 1 Determines appropriate solu-
tions/resolutions for identified problems.

ftern 2: Able to complete assigned duties
and tasks.

ftem 3: Achieves smooth workflow
through effective coordination and schedul-
ing of resources.

Factor 2: Interpersonal Competence
Item 4: Able to answer questions.
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ftem 3 Listens to concerns/ideas.
ftem 6: Provides timely information and

feedback.

Factor 3: Personal Responsibility

ftemn 7: Demonstrates accountability for
actions and attitudes,

ftem &: Takes initiative in trying new
ideas.

Itemn 9: Is reliable/dependable.

Note: Second-order confirmatory factor analysis
(Bollen, 1989) found all path values and factor
loadings represent completely standardized
path coefficients. Also, model {it indexes ob-

tained show good fit of the model to the data.
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